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ABSTRACT 
Business Process Reengineering (BPR) can radically improve operational process of an 
organization for superior organizational performance.  The main objective of this paper is to 
explore the BPR practices in Nigerian financial institutions. Additionally, it also examines the 
level of implementation of BPR practices in these institutions. The data received from the 
commercial bank departments was analysed using the SPSS software. The findings show that BPR 
implementation was found in various operational processes in banks. In addition, the findings also 
indicate that the banks managers have perceived that their banks are effectively implementing 
BPR-related factors namely change management, process innovation, IT usage, and IT capability. 
The research is significant to the banks, financial institutions and entrepreneurs in making 
decisions related to BPR.  
 




1.0 Introduction  
 
The progressive globalization of financial markets requires market participants to make changes 
on their operational processes beyond local competition to global competitiveness. This trend has 
led many banks in the developing countries to improve customer service quality, speed, reduce 
operating cost, and enhance profitability performance (Randle, 1995). Innovative banking service 
and personalized banking portfolio management are evolving as the market consolidates due to 
mergers and acquisitions of banks and up-to-date strategy. As a result, the focus is no longer on 
cutting costs alone, but rather on simultaneously improving services to customers. In other words, 
the processes are not only must be more efficient, they also must be made more customer-friendly 
as well.  
 
In doing so, attempts are being made to transfer approaches that have proven effective in other 
industries, particularly manufacturing, to the financial sector. One of these approaches is known as 
Business Process Reengineering (BPR). BPR is a major management approach that can focus on 
doing thing in a better way that is clearer and easier to achieve a radical improvement on quality, 
speed, customer service, and reduction in cost (Goll & Cordovano, 1993). Allen (1994) stated that 
the focus of reengineering is on the processes redesign, which relate to doing things better and 
clearer. One of the primary goals of financial service industry is to always enhance processes that 
would improve customer service performance through cost reduction, improved quality, speed, 
and customer service. Therefore, management scholars argued that organization can become 
proactive in operation by adopting the BPR to achieve remarkable improvement in the 
organizational performance (Davenport & Short 1990; Hammer, 1990). 
The process of merger and acquisition in Nigerian financial institutions have resulted these 
companies to undergo a radical improvement in their operations. However, studies that 
investigate the level of BPR implementation in this sector are still scarce. In fact, the level of 
BPR implementation after consolidation period in Nigeria banks remains unknown. Hence, the 
current study attempts to investigate the level of BPR implementation among Nigerian financial 
institutions. Specifically, the purposes of this paper are: (1) to explore the BPR practices in banks 
operations and (2) to explore the implementation level of BPR-related factors among banks in 
Nigeria. 
2.0 Literature Review 
2.1 Business Process Reengineering factors 
Al-Mashari and Zairi (1999) categorized the factors of BPR implementation into five 
dimensions, with each dimension consisting of various observable items. The five dimensions 
are (1) change management system and culture, (2) management competence, (3) organizational 
structure, (4) BPR project management, and (5) IT infrastructure. In Nigerian banking industry 
the implementation of BPR is relatively new. Even though, managers realize that implementing 
BPR is an effective way to gain a competitive advantage, many of them do not fully understand 
what BPR is about. Therefore, to fill this gap an investigation into the factors of BPR 
implementation in Nigerian banking industry would be a worthwhile. The variables of the study 
are defined as follows: 
2.1.1 Change management 
Moran and Brightman (2000) define change management as the process of continually renewing 
an organization’s direction, structure and capability to serve the ever changing needs of external 
and internal customers. Manager or leader manages the potential impact of change to make 
people accept it in order to implement change. 
To make radical change successfully the concern people is important, training and education 
would make people with knowledge and skills which would reduce the fear of uncertainty. 
Change management includes all human and social related changes and cultural adjustment 
technique needed by management to facilitate the insertion of newly designed processes and 
structures into working practice and to deal effectively with resistance (Tower, 1996; Zairi & 
Sinclair, 1995a). Some of the factors related to change management are: 
1. Reward and motivation: this refers to the extent of the organisation to increase benefit of 
employees such as salary, bonuses, and promotion resulting from the annual review of 
performance, which is acknowledgement of higher performance achievement of employee. 
The reward system should be revised as part of the BPR effort (Jackson, 1997) and new 
reward and incentive should be widely spread fair, and encourage harmony among 
employees (Towers, 1994). Introducing new job titles can be considered as an example of 
encouraging people to endorse the reengineering programme without fear. 
 
2. Effective communication: this refers to the extent of the organization to regularly keep 
employee at all level abreast of any developmental changes in policies or process that may 
affect them either positively or negatively in order to achieve desired goals. Communication 
should be open, honest and clear (Davenport, 1993; Janson, 1992), especially when 
discussing sensitive issues related to change such as personnel reductions (Davenport, 1993). 
 
3. Creating effective organisational culture: this refers to the extent of the organization to 
create acceptable norms and values that would sharpen the professionalism of its employees 
to work as a team for achievement of desired objectives. As BPR support teamwork and 
integration of labour, cooperation, coordination and empowerment of employees become the 
standard attitudes in the reengineered work environment. However, trust and honesty among 
team members is also needed, and within the organisation as a whole (Dixon, Arnold, 
Heineken, Kim & Mulligan, 1994; Jackson, 1997). 
 
 
4. Stimulating receptive to change: this refers to the extent of the organizations to respond 
positively to its employees on any new changes that require influence and interaction within 
the organization to achieve business goals. Leveraging organisational change requires 
effective one-to-one and one-to-many interactions to enrol key influencers of both individual 
and groups within and without the organisation (Guha, Kettinger & Teng, 1993; Hall, 
Rosenthal & Wade, 1993; Jackson, 1994). 
 
5. Employee’s empowerment: refers to the organization extent to give chance to its employees 
subordinate to contribute positively to the organization by making decision without reference 
to their supervisor, at the same time, decide on how work should be tackled or the right 
technology/tools to be used in achieving the organizational objectives. As BPR results in top 
down approach, decisions are being pushed down to lower levels, empowerment of both 
individuals and teams becomes a critical factor for successful BPR efforts (Cooper & 
Markus, 1995; Dawe, 1996; Hinterhuber, 1995). It establishes a culture in which staff at all 
levels feel more responsible and accountable (Rohm, 1993), and it promotes a self-
management and collaborative teamwork culture (Mumford, 1995).  
 
6. Human involvement: refers to the extent of the organization to allow people openly involved 
in deciding the organizational decision process that would achieve its objectives (Berrington 
& Oblich, 1995; Jackson, 1997). Human involvement is a powerful instrument for 
organization culture that encourages employee’s motivation and loyalty towards the 
organization. The culture of experimentation is an essential part of a successfully 
reengineered organization and therefore, people involved or affected by BPR must be 
prepared to endure error and mistakes while reengineering is taking place. 
 
7. Training and education: refers to the extent of the organization’s activities that increase job 
involvement that facilitate updating of skills of employees in implementing business process 
reengineering. Many researchers consider training and education to be an important 
component of successful BPR implementation (Berrington & Oblich, 1995; Towers, 1994; 
Zairi & Sinclair, 1995b). Business managers, line mangers, IS manger and other staff in the 
front-line are the people who benefit most from education and training activities of BPR 
(Tower, 1994). 
       
2.1.2 Process redesign/innovation 
This factor refers to the extent of the organization to create or redesign processes that have a 
direct impact on customer value and cost. The redesign processes perform a work activity in a 
radically new way of adding value to customers. It starts with a relatively clean slate with 
creativity to produce a specified output for a customer or particular market. Adequate 
identification of process gaps (Guha et al., 1993) and evaluation of effectiveness of current 
processes by making use of appropriate software tools to visualise and analyse them (El Sawy, 
1997; Tower, 1994) is also useful. Identifying process owners is also important to BPR 
implementation (Boyle, 1995). 
2.1.3 Information technology (IT) usage 
IT usage such as all terms for computer work stations linked to computer networks, open system, 
client server architecture, database groupware, electronic are vital component of successful BPR 
efforts (Malhotra, 1996; Ross, 1996). The extent of organization’s effective alignment of IT 
infrastructure and BPR strategy, building an effective IT infrastructure, adequate IT 
infrastructure effectiveness, proper IS integration, effective reengineering of legacy IS, 
increasing IT function competency, and effective use of software tools are the most important 
factors that contribute to the success of BPR projects. 
2.1.4 Information technology (IT) capability  
IT capability of an organization information technology function is defined as the ability to 
mobilise and deploy IT based resources comprising technical and managerial IT skills; intangible 
IT-enabled resources such as knowledge, assets, customer orientation and synergy- the sharing of 
resources and capabilities across organisational division to promote superior performance (Amit 
& Schoemaker, 1993; Bharadwaj, 2000). Bharadwaj, Bharadwaj, and Konsynski (1999) pointed 
out that the measurement of IT capability covers relationships in IT department with business as 
follows: 
1. IT business partnership 
This dimension refers to the firm’s ability to create cordial relationship between technology 
providers (IT professional) and technology users (business managers). It includes aspect 
related to the blending of business and IT experience through multi-disciplinary teams 
encouraging risk sharing and experimentation with IT (Henderson, 1990). Interaction 
between the IT staff and business unit mangers was critical for developing innovative 
applications. 
2. External IT linkages 
This dimension refers to the ability of technology based linkages between the firm’ and its 
business partners, including customers, suppliers, and other external collaborators. Inter-
organizational IT such as (EDI) networks and other electronic distribution network channels 
facilitate sophisticated interaction with suppliers and customers and foster sharing of 
knowledge and customer information (Konsynski & McFarlan, 1990; Zaheer & 
Venkatraman, 1994). The advantage of inter-organizational linkages is to encourage cordial 
relationship between its partners, customers, and external party for mutual benefit. 
3. IT business process integration 
This dimension refers to firm’s ability to continuously use existing process to improve their 
efficiency and effectiveness as well as to influence capability of emerging information 
technology (Davenport, 1993). It require restructuring of existing business practices as well 
as restructuring of existing IT work processes to ensure that new opportunities for process 
efficiency are exploited.  
4. IT management 
This dimension refers to the ability that relates to the management of the IT function such as 
IS application delivery, IT project management, and planning for IT standard and control 
(DeLone, 1998; Magal, Carr, & Watson 1998; Zahedi, 1987). Boynton, Zmud, and Jacobs 
(1994) found that the quality of I.T management practice had a significant impact on firm’s 
overall IT success. IT management ensure consistency of IT policies throughout the 
enterprise and reduce duplication and redundancies systems. 
5. IT infrastructure 
This dimension refers to the ability for enterprises applications and services which comprised 
of data, network and processing architectures (Duncan, 1995; Weill & Broadbent, 1998). An 
IT infrastructure influences the reach and range of business opportunities available to firms 
applying IT to shape global business strategies (Keen, 1991). 
The use of IT by companies or businesses makes it possible for them to produce new products 
and coordinate new processes and do a lot of work structures that may lead to making new 
strategic advantages (Teng, Grover, & Fiedler, 1994). Only few of the business processes that 
were developed before the existence of modern computer and communication were analysed 
using IT capability.  
 
3.0 Methodology 
Given the fact that this was a pilot study of an on-going research, samples of Nigerian banks and 
financial institution was randomly selected. The sample size of a pilot study is within a range of 
few respondents (15-30) but can be increased substantially (Malhotra, 2008). Hence, a total of 
105 copies of questionnaire were personally distributed. A total of 100 questionnaires were 
returned out of which 3 were not properly completed and were not considered for analysis. Prior 
to the distribution of the questionnaire, the draft copies were initially submitted to experts both 
academics and professionals for face validity and content validity respectively. Sekaran and 
Bougie (2010) argued that the most popular test of item consistency reliability is Cronbach’s 
alpha coefficient. Hence, Cronbach’s alpha test was employed in this study to measure internal 
consistency reliability of the instrument. The data was analyzed using SPSS version 14 for 
windows. The data collection process was completed within the period of four weeks. 
Questionnaire is considered to be one of the most appropriate data collection instrument for 
survey research (Askia, 1999). Hence structured questionnaire, which consists of closed-ended 
questions, was used. However, in order to ensure the adaptation of the questionnaire was done 
properly, face validity was conducted before sending the instrument. The five-point type rating 
scale was used in measuring responses to the questions. Five-point rating scale indicates that 
interviewer bias tends to decrease and data quality tends to increase. The midpoint on the scale 
gives respondent independence and chance of expressing their views (Krosnick & Fabrigar, 
1997). Many literatures found that scale between 5 to 7 points were more reliable and valid than 
shorter or longer scales (Krosnick & Fabrigar, 1997). However, Dawis (1987), Garland (1991), 
and Hughes (1969) suggested that the decision lays largely on the preference of the researcher 
and there can be no single best method in scale construction, one may be better for one research 
problem but not be good for another.  
The key variables such as change management, process innovation, and IT usage were adapted 
from Al-Mashari and Zairi (1999). IT usage and process innovation construct/variables were uni-
dimensional while the change management, IT capability and organizational performance were 
multidimensional and were measured accordingly. The detail of constructs and their 
corresponding dimensions are summarized in Table 1. 
 
3.1 Reliability test 
 
There are various types of reliability test; the most common method used in many studies is 
internal consistency reliability (Litwin, 1995). The Cronbach’s coefficient alpha test was 
conducted to measure the internal consistency reliability. A pilot study was conducted and the 
result of the reliability test is shown in the Table 1 below:  
 
Table 1 
Summary of the reliability analysis of constructs 
 





1 Change Management 
   
 




































     2 Process Redesign/Innovation 1 5 0.860 
     3 Use of IT 1 5 0.825 
     4 IT Capability 5 
  
 










IT Business Strategy Integration 
 















     
As mentioned earlier, to assess the reliability of the constructs, the average correlation 
(Cronbach’s alpha) in the scale was used. The cut-off point of 0.70 was applied as the basis of 
acceptance. The reason is that, in general, reliabilities less than 0.60 was considered to be poor, 
those in the range of 0.70 are acceptable and those over 0.80 are good (Sekaran, 2000). 
Cronbach’s alpha can be considered as a perfectly adequate indication of the internal 
consistency, and thus of reliability (Sekaran, 2000). It is the generally applied indicator. The 
generally agreed upon most acceptable value for Cronbach’s alpha is 0.70, although it may 
decrease to 0.60 in exploratory research (Hair, Black, Babin, Anderson, & Tatham, 2007). The 
results of pilot test show that the Cronbach’s alpha of the construct ranges from 0.825 to 0.920. 
Since the result of the reliability was more than 0.70, none of the items was dropped from this 
study.  
The reliability, the face, and content validity results have shown that the dimensions of BPR as 
listed in Table 1 is deemed appropriate to be used for further research.  
4.0 Findings 
The first objective of the paper is to explore the BPR practices in various operational processes 
in Nigerian Banks. This objective was addressed using the descriptive statistics such as 
frequency and percentage. The detail results of various reengineering operational processes in 
post consolidation period are shown in Table 2. In general, the findings show that at least 50% of 
the banks practiced BPR in their risk operations, domestic operations, international operations, 




















The second objective of the paper is to examine the BPR implementation level in Nigerian 
banks. The mean scores for all variables were calculated to achieve this objective. The results are 
shown in Table 3. Overall the mean for change management variables were between the ranges 
of 3.17 and 3.93. The highest mean of change management dimension for the banks that 
participated in this study was human involvement. The overall mean for change management 
factor of BPR was 3.67 with standard deviation of 0.89. The mean for process 
redesign/innovation factor of BPR was 4.01 with standard deviation of 0.74. The mean for IT 
usage was 4.17 with standard deviation of 0.70. Finally, the mean for IT capability dimensions 
was found to range from 3.87 to 4.20. IT management factor scored the highest mean followed 
by IT business process integration. Overall, the mean for IT capability variable was 4.01 with 
standard deviation of 0.78. The findings showed that all variables and dimensions had mean 
scores of more than 3.00. These findings generally indicate that the bank managers perceived 
that their banks were implementing good BPR practices related to change management, process 
redesign/innovation, use of IT, and IT capability factors.  
 
 
Type of BPR Processes in Banks Frequency Percentage Cumulative 
Percentage 
 
BPR1: Credit Risk operations processes:  
            YES 
             NO 

















BPR2: Domestic operations processes:  
            YES 
             NO 

















BPR3: International operations processes:  
             YES 
             NO                                                                       

















BPR4: Branch operations processes: 
             YES 
             NO 

















BPR5: e- Banking processes:  
            YES 
             NO 

















Mean scores of variables 







   Reward and Motivation 3.17 1.09 
   Effective Communication 3.43 1.00 
   Creative organizational culture 3.87 0.79 
   Stimulating receptive to change 3.67 1.00 
   Employee empowerment 3.86 0.86 
   Human involvement 3.93 0.75 
   Training and education 3.78 0.77 
   
Process Redesign/Innovation 4.01 0.74 
   
Use of IT 4.17 0.70 
   
IT Capability 4.01 0.78 
   IT Business Partnership 3.97 0.72 
   External IT Linkage 3.92 0.84 
   IT Business Process Integration 4.09 0.73 
   IT Management 4.20 0.73 
   IT Infrastructure 3.89 0.87 
   
 
 
5.0 Discussion  
 
In general, the Nigerian banks have been implementing BPR in their operations. Specifically, as 
shown in Table 2, we found that 78% of the banks have been implementing electronic banking 
services such operational transactions of cash/cheques received and payment through ATM, 
POS, cards transaction and others; 67% of the banks have restructured and improved their 
operational processes; 61% of the banks reengineered their credit risk operational processes of 
loan processes, consumer loan appraisal analysis, disbursement, administration and rendition of 
periodic returns to the regulatory authority using information technology software; while, 51% of 
the banks confirmed to have redesigned their domestic and international operational processes 
respectively.  
 
The restructuring of the local and internal operational processes involved some kind of 
innovations and value added services to the various processes such as cheque clearing and 
settlement, interbank transfers, remittances for payment of bills, fund transfers both local and 
international payment through Money Gram, Western Union Money transfer, Wire transfer 
through SWIFT and opening of letter of credit. 
 
Besides that we also investigate the level of BPR implementation in Nigerian banks. We found 
that all factors namely change management, process redesign/innovation, use of IT, and IT 
capability to be important factors for BPR. First, the banks managers perceived that their banks 
effectively managing the change related to BPR. In other words, the banks is giving reward and 
recognition, involving and empowering their employees in BPR-related decisions, providing 
appropriate training and education, communicating effectively to their employees, creating 
effective culture of change, and stimulating their employees receptiveness to change.  
 
Second, we found that the managers perceived their banks are innovative in their core 
operational processes that have a direct impact on their customers. These innovative processes 
include the implementation of the e-banking and software tools in delivering their services to 
their customers.  
 
Third, in relation to the usage of IT, we found that IT software and tools have been used 
extensively in these banks to enhance their operational processes. In fact, the banks also position 
effective security and disaster recovery system as important factors related to IT usage.  
 
Finally, in terms of IT capability, we found that these banks perceived that they are able to 
mobilize and deploy IT-based resources such as technical and managerial IT skills and other 
intangible resources like knowledge, assets, customer orientation, and synergy in sharing the 
resources across organizations. Specifically, our findings show these banks have capability in IT 
business partnership, external IT linkages, IT business process integration, IT management, and 
IT infrastructure. Out of these five dimensions, the banks place IT management as the highest in 
terms of its importance. Lin (2007) believed that IT capability forms the basis of competition for 
firms in information-intensive industries like banking, retailing, and high-tech manufacturing. 
Furthermore, these results align with the resource-based view where IT capability as the valuable 
resource may lead to superior performance. Our findings indicate that IT capability is one of 
most important strategic resources for firms in information intensive industries such as the bank 
and other financial institutions.   
 
The above findings support the Central Bank of Nigeria’s (CBN) 2008 report. The CBN report 
revealed that Nigerian banks have successfully reengineered their operational service by 
deployment of various electronic banking channels including the globally secure chip and pin 
technology, point-of-sale (POS) and internet banking services. The e-payment horizon grew 
further in year 2008 as all its service segments recorded significant improvements. The 
development was traceable to a number of factors, including: 1) the deployment of more ATMs 
by the banks, 2) the adoption of bulk salary payments by many institutions, 3) an increased usage 
of debit cards and increased public awareness. POS transactions increased in both volume and 
value terms by 150.2%. The growth of this segment of the market was attributable to the increase 
in the number of institutions and merchants using the POS network for services, such as lottery 
tickets, airtime vending, bill payments, and funds transfer. In the same vein, the number and 
value of payments through the mobile telephone in 2008 improved by 630.3%. The development 
was due to the increase in the number of banks offering the service, as well as the growing public 
confidence in e-payments. Web-based (Internet) transactions increased significantly in volume 
and value terms by 77.3 and 135.8% as a result of the increase in the number of banks offering 
the service. The number of merchants accepting such payments over time had improved both in 
efficiency and security as there have been huge investments by banks in their e-business 
segments. The e-banking segment has witnessed tremendous growth in all payment channels 
(Internet, mobile banking, ATM and telephone banking) currently in use as is evident in the 
number of ATMs and POS machines deployed over 8,000 and 12,400 machines respectively. 
The usage and acceptance of these channels of payment will continue to increase across the 
country. The e-banking platforms have delivered increased profitability, improved customer 
loyalty, enhanced capacity of existing products and improved visibility to the banks (CBN, 
2008).   
 
6.0 Conclusion 
The main purposes of our paper are twofold; (1) to explore the BPR practices in Nigerian banks, 
and (2) to examine the level of BPR implementation among these banks. We have highlighted 
that BPR has been implemented in various operational processes in Nigerian banks. These 
operational processes include the credit risk, domestic, international, branches, and e-banking. In 
addition, we also found that BPR-related factors such as change management, process 
redesign/innovation, use of information technology (IT), and IT capability have been effectively 
implemented in these banks. Our findings imply the importance of IT usage and IT capability in 
business related processes. This is true to our sample but it can also be true to any entrepreneurs 
to accelerate their business. The findings of this study may be used for further research in BPR 
particularly to the financial institutions.  
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